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Forty-two studit:S were reviewed to find out how 
teachers felt about participative decision-making. The studies were 
systematized into^three broad categories: (a) satisfaction and 
morale; (b) effectiveness and prod^^ctivity ; and (c) leadership and 
supervision. The findings of the studies reviewed seemed to indicate 
that, with few exceptions, teachers seemed to favor participation in 
decision- making. Most of the investigations consisted of descriptive- 
reports of the perceptions of faculty 'and other educational 
personnel. Part of the reason for .this may be the difficulty at 
arriving at operational definitions for certain concepts, such as, 
participation, influence, climate, etc. Without operational 
definitions^ these concepts become hard to measure. This review of 
the general literature on teacher attitudes toward participation in 
decision-making may suggest some avenues and ideas for hard research. 
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Tcachc^r AtliUuk'S Tow-ird Participation in l)ecasion~>iakla}> 

Inl:rodnc.tion 

A f undnniCMical ideal of our democratic republic is that every person^ 

liavo some way thruugli v/liich slie/lie can participate in decisions which 

directly affect her/him. Morn: people are able to realize this ideal to 

a greater or lesser de^^ree in tlieir private lives. It seems logical 

that this feeling would also carry over and prevail in an individual's 

working life. Tliis would also inc'lude the teacliing profession. The 

human relations group of scliool administration scl^olars lias indicated 

that tlicre is a positive relationship between participation in 

decision-making and teacher satisfaction.''" But does the research 

« support this assumption? 

Writing about teacher unioia activity, James A. Belasco and his 

colleagues insist upon the overriding demand most teachers have made 

for participation in dec ision-iivakxng about curriculum, educati^onal 

2 

policy and the like. On tlic other liand, Ricliard A. Schmuck has 

theorized that many teachers feel decision-making to be too 

threatening and feel it should be left entirely- up to" the 

3 

■principal: "It's his job.'* Actually, the way most teachers feel 
about participation in the decision-making process probably lies 

■^Chris Argyris, Intj^g£^L^jj\Ll„!^Jl- t: he Organization 

(New York: Wiley & Sons, 1964), pass im. 

2 . 

James A. iBelasco, jet a_l, "A Case Analysis of Negotiation Behavior 
in an Urban School System/' Education and Urban Society , II (November, 
1969), 28. . 

3 

Richard A. Sclimuck, "Teaclier Participation in Organizational 
Decisions,** Nfitiohal Assoc iation of Secondary Principals Bulletin, LIII . 
(October, 1^9), 90. 
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Romewherc hoLv;een tlio.^c f.v;o oxtrcmer, . In fact, it: m:jy not evc-n be. 
- pofjsible to know how teachers fc;el ahoiii it. For it is very 

difficult to menstiro attitudes, However, a great many researchers 
have attempted it . 

What is attempted in this paper is a review of some of those 
efforts. As has been sup.gestt-d^ the results of the various studies 
indicate a very wide spectrum: from avid interest in and a strident 
, "^^t'd-emand for participat ion in educational decisions-making to apathy 
toward and probably even dislike for sharingin decision-making. At 
any rate, there will \xj? an attempt to categorize the studies in 
some meaningful way with some comment about and evaluation of each 
category. Hopefully, any researcher who desires to l.ook furtlier into 
how teachers feel about participation in decision-making, will be 
able to gpt an adequate picture of what has been done from this 
limited review, of the relevant literature. ' 

Report of the Research 

To realize some order from the studies conducted about teacher 
participation in the decision-making process, they mast necessarily 
be systemitized in some way.-*. In general, the studies may be 

3 ■ 

classified into three broad categories: (a) satisfaction and morale; 
(b) effectiveness and productivity; and (c) leadership and supervision 
Each will be considered in turn. 
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Satisfa ction and Moral e. ,/ 

Several studies viewed satisfaction as reilrted to teacher' [ Mrtici- . . 
pation. A study by Francis Chase, reported in the Phi Del ta Kappan , 
involved questionnr ire returns froni 1,784 teacbiers in over 200 ' ' " 
systems in A3 states. In general. Chase found a feeling on tlie 
part of the teachers tliat the opportunJ.ty to participate regularly 
and actively in educational planning and policy-making is closely 
related to the degree of satisfaction which they feel with the 
system in whicb ' are working."^ 

Defining satisfaction as a willingness to remain within the current 
school organization despite inducement to leave, Belasco along with 
Joseph A. Alutto explored the relationship betv/een decisional 
participation and teache." satisfaction in two school districts. The 
data repo: ted in this scud,y indicate that decisional climate is a 

e 

factor influencing teacher satisfaction levels. Those teachers who 
were most willing to consider l^avi; g _their current employment viewed 
the influence/authority as being too centralized- in the superintendent's 
office.. Further, those teachers v^ho experienced the highest levels of 
satisfaction also reported they felt less job tension. 

■^Francis S. Chase, "Factors for Satisfaction in Teaching," Phi Delta 
Kappan, XXXIII (November, 1951), 127-32. 

^James A. Belasco and Joseph A, Alutto, "Decisional Participation and 
Teacher Satisfaction," Educational Administration Quarterly , VIII 
(Winter, 1972), A4-58. 
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•Icyrzbery, B. Mausnor and Ikirbara Snyderman have theorized 'tluit 

c(i; .n- v£.rlahle s in the \cork siLuaticni, mouivators, lead to overal.l 

job satisfaction, hut play only an '^.xtremoly. small part in producing * 

job dissatisfaction; while other variables, hygiene variables, lead 

to job dissatisfaction, but do no't in general lead to job satisf ac t j on\ 

Using the framework built on Herzberg's theory, Thomas L. McGreal 

attempted to identify organizational variables related, to teacher 

satisfaction and dissatisfac't ion. Once again, the willingness to 

leave was used as a criterion for satisfaction or d issa.tisf action. "^^^^ 

The opportunity to participate in making decisions appeared most often 

2 

as a motivator variable. 

At least seven stud ies -wer-e found which specifically m.ention the 

term "morale** in relation to teaclier participation in decision-making. 

From a study of the returns from surveys conducted in twenty school 

systems by the Division of Surveys and- Fie] d Servic es of George Peabody 

College for Teachers between 19^9 and 1957, Henry Harap concluded that 

morale is not always a question of salaries or class loads. Among 

other factors, sharing in decision-making was rated' among the strongest 

points in teacher ^orale. I^iere sharing in policy-making was neglected, 

3 

morale was adversely affected. 

"^F. Herzberg, B. Mausner and Barbara Snyderman, The Motivation to 
Work (New York: John Wiley, 1959) , passim , 

^Thomas L. McGreal, **An Investigation of Organizational Variables 
Affecting Teacher Satisfaction" (Unpublished Ed.D. dissertation. 
University of Illinois, 1968).^ 

^Henry Harap, "Morale," Nntion's Sc hools LXIII (June, 1959)', 55-57. 
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Dv.lj:;ht: Aracld^ writing; in tliG F.ducational Rc sec-^rch Bulletin , ■. 
reported on a rating sheet developed by the Educational Council of 
rhn Ohin Fdnpa t-i nn A ss opf n Mn n m i cV ;iilTv>f m * e^fvo-pH -m t-h e srheols of 
Ohio. The vnriter hoped tliat the facts collected would sliow how 
teachers felt about moral.e and participation. \«/hile Arnold concluded 
there was a correlation betweqnyteacher morale and participation, he 
also felt that ther^ are many areas needing joint study and improve- 
ment."^ 

Other studies relate teacher morale to participatic^n in decision- 
making. In his doctoral study at Cornell University , William O'Connor 
concluded that happier teachers had more democratic^ relationships with 
the^ir supervisors. This also included participation in declsion- 

9 

making,^ Using the Minnesota Teacher Survey in selected schools in 
New York City, Harold Leimcn attempted to quantify teacher morale. 
.From -972 responses, "he nconclutied that teachers who participate in 
school administration have higher morale than teachers who do not 
participate in school administration; He also concluded that these 



LKsright L. Arnold, "Morale as Influenced'^by Participation in Group 
Planning and Action ," Educational Research Bulletin,, XXXI (November 11, 
1953), 202-11. 

2 

William O'Connor, "A Study of Some Selected I^'actors Related to 
Teacher Morale" (Unpublished Ed.D. dissertatipn, Cornell University, 
1958). 
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teachers have a higlier regard for thcmsel-Oes and for the tcachin)r; 

profession.-^ The research of Charles Wolf and William Snyder, .onp 

workinr, in Atlan t a, Georgia and the other in Pittsbui:i;h, poin t < to a 

positive relationship between teachers' perceived participation in 

2 

decision-making and teacher morale. 

For those who are curious as to the rel.U ioni^bip between teaclier 
^ part icipation in decision-making and morale with race as a variable, 
there is very little in the literature It was for this reason 
that Harry Morall recoimnended in his study that it be replicated 
for as many areas as possible. He administered a Likert 
questionnaire to 487 randomly-selected black and non-black students 
and teachers in Volusia County, Florida high schools. It appeared 
that black teachers in the study perceived themselves as participants 



■ in schoe ^-^ftaTrageTnern: wiuh corfospondingly 'high morale than did non- 
3 ' f' 

black teachers. 

Several studies view. satisfaction as related to teacher 
participation. A questionnaire study by George Sharma tried to 
discovier the expectations that teachers hold toward decision-making 



Harold Leiman, "A Study of Teacher Attitudes and Morale as Related to 
Participation in Administration" (^Inpublished Ph.D. dissertation. 
New Y^ork University, 1961), 

Charles Wolf, "A Study of Relationsh^J^s Among Facul ty Morale, Philo- 
sophies of Human Nature of High School Principals, and Teachers' 
Perceived Participation in Educational Decision-Making" (Unpublished 
Ed.D. dissertation, George Peabody College for Teachers, 1971); 
William Snyder, "Morale As an Effect of Teachers' Perceptions of 
Their Role in Educational Decision-Making" (Unpublished Ph.D. 
dissertation. University of Pittsburgh, 1971). 

o 

•^Harry Morall, "The Relationship Betwt3en Perceived Participation in 
School Management and Morale of Selected Black and Nonblack Teachers and 
Students in Volusia County, Florida^ Senior High Schools*' (Unpublished 
Ed.D. dissertation, University, of Miami, 197A) . 
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practices in Clieir school. l?o ccnturet! his attention on the extent to 
which agreement of actual practices with these expectntions leads to 
satis?fact ion witl\ teaclting. lie concluded that satisfaction was directly 



related to the extent to v/h:ich teachers participated in decisioh- 
raaking as individuals or in jr.roups. Sliarma also found that satis- 
faction was directly related to the extent to which current practices 
in decision-making in the teacher's scliopl conforined to the practices 
which the teacher felt slioulu 'be f oli'owed . • 

Three studies conducted in comniunity colleges prcwed interesting. 
Focusing on North Carolina coMniunity colleges, Thomas Barrett antici-- 
pated that the more the respondents perceived their participation in 
the decision-making process, the hi^her would be their jjob satisfaction. 
»ilT hp rpf^n l-t-s ^ in gcn trra l , tjupporued this.'" 

Faculty participation in decision-making in the public junior 
colleges of .Alaba'ina was studied by William Blow. In a^cldition, he 
categorized araas in which respondents could indicate their preference 
as to decision-making. These categories were: curriculum and 
instruction, professional personnel policies, general institutional 



"^George Sharma, ^'^^Jho Should Make What Decision?" Admini strator ' s 
Notebook , I (May, 1955), 1-A. 

2 

Thomas Barrett, "Relationship Between Perceived Faculty Participation 
in the Decision-Making Process and Job Satisfaction in' the Community 
Colleges of Nor::h Carolina" (Unpublished Ed.D. dissertation, N. C. 
State University, 1969). 
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policies, stiirlerit pc^rsonnel pc;] IclefM h:-dj:".::mji; and •l)ui]Alipt; ai,d plcnu. 
It was concluded that faculty dei^ir^^'" nore participation than they 
perceived to exist in all of die a-. -as. Tliey as5;ociated this with 



^job ^issatisfac"' xon."^ ^ ^ 

The results of Martin, S-jI ..art;'J 5itudy in community colle^^es in 

Nev7 York State seem to clr:llen,n;c: BIov/s conclusion. Participation 

tended to be associar jd witli a sense of job satisfaction. However, 

interest in participation tended to cluster around day-to-day working 

conditions such as v;orl:load, hiring and firing. It did not appear 

to be associat'ed witli tlie broader aspects of decision-u.aking such 

2 

as budgeting and institutional planning. Closely related to ifliese 
conelur>i>oj^s wu r e the l esuiLs of Fred Williams^ ^tudy con '^u OLed ai!ion{L ' . - 
the faculty at Memphis State University. They related' participation 
in decision-making to job satisfaction. However, an overwlielming 
majority felt that the faculty should deter^iine those decisions 
relating to acad-emic affairs. U^iile they believed tht faculty should 
assume an advisorv capacity, the administration should make the 
decisionsoin the areas of financial affairs, personnel matters and 



William Blow, "Faculty Participation in Decision-Making in the Public 
Junior Colleges of Alabama" (Unpublished Ed.D. dissertation, Auburn 
University, 1971). 

2 

Martin Scliwartz, "The Attitudes of Faculty of Community Colleges in 
New York State Regarding Faculty Participation in the Governance of 
Their Institutions" (Unpublished Ph.D. dissertation. New York 
University; 1970) . 
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other insti r.utlonal policy. •'■ Patricia Young reported sdinilar rcsultr^ 

from her .uuviy of JMl teachers from schools in District 1 in 

2 

Phil.- 'ei hta, Pnnnsylvauia. 

"Finally, "there were many toachcfs who dad not perce ive tho Lr 



morale and/or job satisfaction ts hcinn associnted with participation 
in the decision-making process. In studying 192 teachers in Ontario, 
Canada secondary schools, Robert Knoop and Robert O'Rei.Uy found 
that teachers desired to have their ideas considered rather than to 
be involved in making actual decisions. Similarly, Carroll Gardner 
at. the University of Michigan reported the faculty indicated they • ' 
desire more influence than actual participation in^ decision-making.^ 
In an investigation of teacher participation in policy-making 



and relatecPlircroTs--iTT^^ public school systems, Darrell 

Inabnif frund that it was not what the tcacliers did in participation 
mattered, but it was the teacher's perception of the environment for 



Fred Williams, "Faculty Participation in Academic Governance as Viev;ed 
by Selected Faculty Members and Selected Administrators at Memphis 
State University" (Unpublished Ed.D-. dissertation, Memphis State 
University, 1971); 

2 ' ' 

Patricia Young, "Normative Asp.ccts of Teacher Participation in • 

Educational Deci$ion-Making" (Unpublished Ed.D. dissertation, 
University cf Pennsylvania, 1973). . 

3 ' . 

Robert Knoop and Robert O'Reilly, Participati^^ Dccis ion-Makjjig in 

Curriculum , ERIC Reproduction Services, Bethesda, Md . , ED Td6~¥65r,"~1975 . 
4 

Carroll Gardner, "Faculty Participation in Departmental Administrative 
Activities" (Unpublished Ph.D. dissertation. University of Michigan, 
1971) . ' 
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decisTon-makinj;. The Tact thnt thci teacher felt she/he wa^ considered 
in the decision-niakinj; procesu; was more important:.^ 
Effectiveness and Productivity 



Effectiveness has been defined as t:h(2^ "degree to which. aii 
organization realizes its goals. In the case pf industry, the goal 
is prdclucM:on to get profits. In the case cf educational organizations, 
or schoolsythe gOc%l is that of providing educational services. At 
least one study has shown a positive relationship betwH-^en participative 
decision-making and production in schools.' Constance Ber linger 
examinee! the Individually Guided Educational/Multi-unit Klementary 
School-s of Madison, Wisconsin. Among the main conclusions v;as that 
the extent of teacher invol^vement in decision-making and representation 
together were strongly related to the effectiveness of theOinits." * 

After studying a South American University, Fdwi?rd Nemcth 

! ■ 

, published findings which indicated that the univeroity had a serious 
imbalance between the level of performance and expectations. His 



"^Darrell Inal:)nit, "Characteristics of Teacher Participation in 
Dec isi on— Making Functions o lc--School Administration: An 

Empirical Investigation of Teacher Participation in Pol icy-Ma king\ 
and Related Factors in Four Illinois Pubric-School Systems" (Un- ^ 
published Ed.D. dissertations. University of Illinois, 195A) . 

2 • 

Amitai Etzloni, M odern Organizations (Englewood Cliffs, N. J.: 
Prentice-Hall, Inc., 1964), p. 8. " 

3 

Constance Berlinger, Partic ipative Decis ion-Makin g in IC; E/MUS-E 
Schools , ERIC Reproduction Services,' Bethesda, Md . , SP P09 618, 1975, 
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statement: v;iis, "The ncconiplxsliincnt of niajor goal net jvJ tics are suffcrxn; 

hecause of inacloquntu involvci'ujnt of tlie faculty meiTibers i;i the^declsion 

making process.*^' 

In a study conducted at the ilarv;ood Miinuf actuL'in[; Plant, Lester 

Coch and Jolin French found tliat resi stance to change is lov/erod through 

group participation in planning the modification. In tlie light of 

this researcli, it would seem tliat discussions concerning change in 

program should be made by tlie people v;lio v;i] 1 be asked to implement 

2 

them. Several studies in edu'cation seem to sup])ort this. Most, 

though not all, of tlie studies deal witli curriculum change. As a 

part of the Kellogg Leadersliip Project at the University of Florida, 

Woodirow Sugg studied the relationship betv/een the operating patterns 

of' principals and curriculum change within the scliools in which they 

worked, lie found that in schools v/ith mo^e democratic princd^ials, 

teachers were more ready for curriculum change; were not threatened 

3 

hs. mucli by change; and were making more chang,es in their work. 
1^ 

Edward" Nemeth , "Faculty PartLci])ation iiv University Decision-Making" 
(Unpublished IMi.D. dissertation, Syracuse University, 1969). 

2 

Lester Cpch and John French, Jr. "Overcoming Kesistance to Change," 
H uman Relations, I (19A8), 512-32.. 



Woodrow Sugg, "A Study of the Relationship Betw^-cm Program Develop- 
menL and the WorkiiVg Patterns of School Prii^cipals" (Unpublished 
Ph.D. dissertation. University of Florida^ 1955). 
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Also working In Florida but 'in'tlic p;inhand]e :iren, Rii:hnrd Slalil 
came tio similar conclusions, Aftier obtiaininj:. responses from quostiion- 
naires administered to 225 teachers from 12 selected elementary schoolji, 
Stahl reported that many problems encountered in imivl emeni: ing chrin[:,e 
might be resolved by greater teacher participation in decisions t(.) j 
adopt and use the innovations. Moreover, the dntn su])pc)ri:tul the ideal 
that teachers.' understandi i^^ of tlie intent and scope of an innovation 
can be increased by their participation in tlie decisions to adopt it. 
This will add to a more effective implementation and more positive 
attitudes tovv^ard tliat innovation.^ 

It would seem, then, that pr.ogres.-; in curriculum improvement can 
.be made if the school staff has a ri^'.ht to participate in making • 
decisions about it. Three other studies, two at the University of 
Wisconsin, appear to support this thesio. All of the authors^ 

concur that individual teaclv'^r participation in curriculum dcveloj)- 

' 2 
ment activities increased the likelihood of curriculum implementation. 

John II. Johansen further made the distinction between participation 
and perceived influence in decision-makiiv; about curriculum develop- 
ment and improvements. His study was carried out in 55 school systems 

■^Richard Stahl, "Teacher Partici pation and Attitudes , Innovation 
Characteristics and tlie Adoption of Behavioral Objecl.lves" (Unpiil)li slied 
Vh.I). dissertation, Florida State n'.riversity, 1972). 

2 • , 

John^'H. Johansen, ^n rnvestip,ation of the Relationships Between 

Teachers' Perceptions of Authoritative Influences in kocal Currfcul-um 

Decision-Making and -Curriculum Tniplementat ion" (Uiipubl i slied Ph.D. 

dissertation. Nor thv;os tern University, 1965) . 



I 



in Illinoif.^. In question way not only the rel»-i t i.onslri p botv;oon teacher 
participation in dccision-inakinj; about curriculum clian[;e and xtr; 
impleinentation , but also v/hat was the relationsliip belwrGin the amount 
of their perceived infliKince and implementation. From the results 
of the study, J4|j|ansen concluded that teacher participation in 
curriculum makin^;^ irrespective of perceived influences increased 
the likelihood of implementation. Also, the perception that teacliers 
were influential further increased tlie likelihood of implementation.^ 
Upon first reading, Olan Knif;ht's sturly would seem to contradict 

Johan sen's. However, Knight defined "particiijation" as getting people 

•J 

to spend time in the change program; wheveas for other researchers lie 
said that it had meant the chance to have input into a decision. He 
felt- his definition was easier to measure. Based upon hi S' f ind ing.s, 



Charles Inline, 'V^ciader Behavior, Curricular Implementation and Cur- 
ricular Change" (Unpublished Ph.D. dissertation. University of 
Wisconsin, 1969). 

Edwa r d Sa s s o , " T e a c 1 1 e r .. a n d Ad ini n i s t r a t o r P a r t i c i ]:> a t i on i n Doc x s i o n - 
Making and Curriculum I^eveJ.opment" (Uufuihi i.shed Ph.D. cii.ssertation, 
University of V/isconsin, 1966). ^.m'^^/ 

^John H. Johansen, "The Rela t i onshi }yi Ikjtween Teachers' Perceptions 
6f Influenre in hocal CurriculinU Dcj^^ision-Makinj^, and Curricnluin 
1 mp I t!me.n t a t i o n , " Tluj^ Jour nal f VA uc^i t i oj'uil^ Rc' si-arch , 1 ,X , ( Oc t o 1) e r , 
1967), 81-3. ^' 
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Knj[»,lif rojoct.cd the hypoLhfiisin thai partieLpali.on (l:jn;o S|;cnl:) enhances 
succesf. of implcMncMiLntion of educu Lion<il chanp.e. The vStudy also 
niciiil-ioned the need for further researcli.to niennurc pro/cholof;,icr.l. 
participrit ion. 

The iTUJt:i t uting of chaiij.',es and inuovaticms by' the individual, has 
been alluded to in revicv'inj^ ulie study conducted by V/oodvov; Sup.?',. 
However, there are other studies in V7hich teachers perceive themselves 
to be more creative and Innovative as a result of part iciivit ion in 
decision-'n'aking . In tl»e two studies abonl to bo described, there 
seems to he an inadequate measure , of innovative activity. 

Aberlardo Rebueno r;tudied teachers from selected Catholic schools 
i^n New York City. He utiJ.l/-ed an approach based on an instrument 
developed by Islliot MinJnberc ^ framework to describe the Inter- 
action among need for Independence, shared decision-makinf^ and in- 
novations. The fjndings of the study sl\ov/cd that there is a marked 
correlation bet\-;eeiv teacher perceived participation in decision-making ■ 
and involvement in Innovative activity, and between the need for 
independence and innova teness . The data was interpreted as meaning; 
that more innovation 1 bound to fllow from the interaction of teacher, 
parti cipation in decision-making and independence need . 

■^Olan Knip.ht, "Teachers' Participation in Educational Chan[!,e Related to 
Their Judgments of Accomplishment" (Unpubl iidied Ed.l), dissertation, 
Stanford University, 1970). 

2 ' ' 

Abelardo Rebueno, "The Kt-1 a t ionsh i p of Need for Independence, Deelsion- 

Makinf', and Innovate Activity" (Unpublished Ed.l). dissertation. New 

York University, 197G). 



Also v;ricing at: New Vork\Univor<-ri Ly , Min inbcrg had aJ.so ciono a" study 
on the relatj.onshiy) befwceii fca>her par tici.iiat 1 on in docision-makinj; 
and iimovalive activity. liowevori he further adclocl the dimension oi 
perceived influence. The result^ supported {:ho three hypotheses he 
had generated. Th(:y were: h5t The closer to ]ier-/himself in the 
• administrative- hierarchy rha t Lh^' ten chcf r" (vc^-r cei ves -the " IdeU s o f 
responsibility for decision-niakinj;';, the more likely slie/he wJll be 
to perceive her-/hiinsel f as participating; in decisicn-makinp,; (2) 
The closer to her~/himsel f in tlie administrative hierarchy that the 
teacher perceives the locu.s of responsibility for decision-making, 
the more likely she/he will be to perceive her-/himself as involved ■ 
in inno^'ative activity; and (3) Tlie more a teacher perceives her-/ 
himself tc be a participant in doclsion-makinfjj the more likely he/she 
will be to perceive her/himself as involved in innocative activity,^ 
l^adershijv and ^tiperv i sjon 

A third persistent theme in c\\o. decisional participation 
literature c-enters around the' argument ttiat where system members 
assist in the decision-makin^» process they will more readily recognize 
the legitimacy of administrative superiors. Peter M. Blau and V/. Richard 

■^Elliot Mininberg, **The Relationship lietwoon Dec ision -Mak ing and In- 
novaLive Activity: A Study of the Relationship Among Teacher Perceptions 
of the Locus of Decision-Making, Their Ov;n Participation in Decision- 
Making, and Their own InvolvcMuent in Innovative Activity jn Selected 
Suburbcin Senior High Schools'* (Unpublished Ph.D. dissertation. New York 
University, 1970). 
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Scott, workinr. witli a group of employnienl: counselors, found that 
increased trust, wliich results, in Inp.lier nioraJe, inoro productivity 
and a more effective organization.'' The question is: Does the 
literature show that any of this applies also to educational 
organizations? 

^'f - prcvd:ausly TllscDvcred- irifinoTice^part J.c jpntl^^^ Yel ationslu ps 

are applied to the operation of school systems, it sliould mean that 
by allowing incrtuased decisional participation by teaching p. rKonnel, 

administrative officials sliould discover an increase in their relativ 

\ 

influence. Alutto and Belnsco explorc^d tliis question by soliciting 
questionnaire data from teacliers in two western New York, school 
districts, one rural and one urban. Results indicated tliat the ^ 
greater the number of decisions'^ in which all teacliers participated, 
the lower the perceived or preferred relative influence of school 
principals and superintendents. According to the authors, this may 
explain the resistance of scliool superintendents to teacher demands^ 
for increased participation in school system decision-making.^ 

Peter M. Blau and V7., Richard Scott, JL^^^iil.Orj^ijijy l^^^ (San 
Francisco: Chandler Publishing Co., 1962) , pp. 40-58. 

2 ' 

Joseph A. Alutto and James A. Belasco, Pep i.s io n a 1 Part i. c 1 pa t i o n 
ASl^ILB. JL^.(lct^ sTrJ^tivc JjTfTuenr e , 

ERIC Reproduction Services, Bethesda , "*Md . , ^sF 003 712 , 1976". 
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Writing the same year, 1970, and also using teachers from western 
New York, Paul Zaccarine tested the relationship between teacher per- 
ception of their participation in organizational decision-making and 
their perception of the control their superintendent and principal 
have concerning teaching activities. His conclusions, in generaL, 

supported those of Alutto and Belaseo. That is, - the more .teachers - 

participated in organizational decision-making;, the less control over 
teaching activities they tended to attribute to their superintendent 
and principal. They also suggested that this be taken into account in 
relation to teacher militancy and collective bargaining."^ 

The findings in the two above-mentioned studies def initely 
contradict conclusions reported earlier (1967) by Robert Dalentine. 
•Interviewing teachers in the neighboring State of New Jersey, he 
concluded that as teacher participatipn in policy formula tion , increased , 
30 also did their control of the educational system. However, they 
ptircelved little or loss of control by boards of educa^tion and 

superintendents. They also saw. themselves and their principals as 

V 2 
jointly influentia . in school policy. 

In the area of mutual influence, Harvey Hornstein and his 

colleagues conducted an inquiry into what extend shared influence 

in organizational decision-making -was related to teacher satisfaction. 

^ 

] 

Paul Zaccarine, "A Study of Teachers' Participatio^i in Decision- 
Making and Their Consequent Perception of Administrator Control" 
(Unpublished Ed. I), dissertation. State University of ^New York at 
Buffalo, 1970). 

2 

Robert Balcntine, "A Study of Teacher Participation in School. Policy 
Formulation in New Jersey" (Unpublished Ed.D. dissertation, RuL^ers-- 
Tho State University, 1968). 
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Tliree hundred und twenty- five primary school tcacliers from tv/o 

participating', rcliool systeius located near larp^e nietropol i tan 

areas were int.* ervlov;'jd . The investi^jntors developed a questionnaire 

deliberately modeled after tlie one used Iry J. G. Bachinan and Iris 

collea[^ues in their study of salesmen and office mana^^err. . Analysis 

of the. data obtained showed teachers exhibited greatest satisfaction 

witli the way their principal was doing his, job wlien they perceived 

tljat tliey and their principals were' mutua] ly influential."^ 

An important aspect of org^ani^^ational structure is leader si rip. 

This ir; no less true of educational or^;anJiiations. Effective leader- 

sliip of principals, department chaiiTien and otliei? administrative 

personnel is of paramount importance in meeting tlie goal of providing 

educational services. Hov;ever, this can not be done adequately if the 

needs of the organisational members are not met. Participatiqn in 

.J 

decision-making may be one way of satisfying the needs of educational 
personnel and tlius increasing the effectiveness of principals, 'dep^artr 
ment chairmen and other administrative and supervisory personnel. The 
follcyV;ing five studies seem to support tliis generalization. 

• In a monstrous (277 pages) study conducted among 11 community 
colleges in Maryland, Gordon Cook studied teacher influence and tlie 

"^Harvey Hornstein, ejt _al, **Inf luence 'and Satisfaction in Organizatlori ■ 
A Replication," Sociology of Kdncation, (Fall^ 1968), pp. 380-9. 
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ef f tictivoness of depar LmenLal c]i;ilrmc:n, " His results indicaled that n 

depnrliucnlnl cliairinan, by f ncill Lnt Lng an incronse in the amount' of 

toachor influence wltlvin the do])artTnent , also facilitated increases 

in the uniformity of member attitudes and the overall effectiveness 

of the organization.-^ 

Also looking at community colleges, Omar Olson used a 63-item 

Likert-typo attitude scale to measuro differential attJtvf^^es tov/ard 

faculty participation in community college governai)ce and its 

relationship to administrative effectiveness. The attitude scale 

revealed that theie was sigij^ f leant- disagreement betx^/een faculty and 

administration relative to faculty participation in community college 

govcrnancG. (Tlie faculty felt, they had very little participation in 

college governance; x>Thile the administration perceived the role of , 

the faculty as being greater.) Moreover, .the respondents found the 

perceived disagreement to be dysfunctional to the on-going organisational 

2 

and administrative processes. . • ^ 

Likewise, in examining six junior colleges in Southern California, 
Mark Mathev/s came to aliiiost identical conclusions regarding the decision- 
nuking process in junior colleges. The greater the participation 
perceived, the higher v/as the administrative effectiveness as rated 



Gordon M. Cook, "The F^e] ntlonshlp Betv/een Perceived Influence Measure 
cind Member Attitudes of (a) Policy Agreement , (b) Superior -Subordinate 
Relations, and (c) Peer Relations in Selected Conununity College; Depart- 
ments in Maryland" (Unpublished Ph.D. dissertation. University of Md . , 1972). 

2 

Omal Olson, "An Analysis of Faculty-Administration Attitudes In Se- 
lected Washington Community Colleges Concerning Faculty Participation In 
Community College Governance" (Unpublished Ph.D. disseruat: ion. University 
of V/ashington, 1968)'; 



^ by the faculty rospotulcnts . Further, the grc/.iter the participation 
perceived, the higher the- f aculty-adndnistraLive rapport as 
expressed by faculty respondents."^ 

Finally, there were three studies related to organizational climate. 
Further, the studies are concerned with openness of organizational 
climate.- Edgar Morphet c^t aj^ characterize the open climate as' one . 

■ in which there is tiVe abseiVce of f ear' of'^'^^^ hrer;Vrchy, th-^ "f eelirig 

of equality, and the knowledge that one is master of one's fate. 

This characterir.ation would seem to encompass member participation in 

the decision-making process. Indeed, Kimball Wiles saw sharing 

decisions as the most important phase of successful democratic 
3 

leadership. The following studies indicate a positive correlation 
between teacher participation in educational 'decision-making and their 
perception of an open organizational climate. 

In testiiig this hypothesis, Theodore Gehrman studied ten high 
schools in the Commonwealth of Mrissachusetts . Five of the schools had 
instituted certain operationally defined innovations, such as, open 
schools., and five had not. An additional hypothesis was that those 
teaching in tl)e high schools with the innovations would differ " 
significantly in their perception of their schools' climate than those 

1 ^ V 

Mark Mathews, "Perceptions of Effectiveness of Administration Based on 

Faculty Participation in the Decision-Making Process of Junior Colleges'*' 

(Unpublished D.3.A. disso'tation. University of Southern California^ 1967). 

2 

Edgai: L. Morphet; et. al , Educations ' Orr.ani zation an d Adm i nis tration 
(3rd ed.; Englewood CliffsT N . j'.V' Pren7:ic(j-Hall * Inc., 1975), p.T53. 

Kimball Wiles and John T. Lovell, Supervision for .BetVer Scliools 
(Ath ed.; Englewood Cliffs, N. J.: ">rent7' ce-Tlall , " i nc . , 1975),' p. :>53. 



in the scliools witlioul tlu; innovations. Tltc results did slinw tliat 

individuals who ^ictively participated in tlie docxsi on-ina'.ing |:;:ocgisscs 

of their* school s percoivad that school to have a favorable climate. 

However, tliere was no significant statistical difference between the 

teachers in tlie innovative and non-innovatxve schools. he findings 

were iiiterpreted to mean tliat tlie innovations them'^slveo did not 

1 

e-£feG-t-partic-ipa-ti.o.a. _ 

Newton Liergsteiif; working in western New York State, and Gary 
Adelson, v7orklng in northeastern New York State, both conducted 
studies on teacii:er participation in decision-making and the 
organizational climate of the school. Both investigators reported 
a correlation between individual .^Xeacliers' perceptions of their 
participation in decision-making and tlieir perceptions af tlie 
openness of tlie organizational climate. Furtlier, Bergstein ' s ^study 
established a correlation between individual teacaers' perce^ptions 
of the. openness of the organizational r]imate and their perceptions 
of organizational output. 

Summary f. 
The findings of the studies reviewed above seem to indicate a 
general conclusion. With a few exceptions, teacliers seem to favor 
participation in decision-making. Most of the investigations consisted 



Theodore Gehrman, "An Investigation of the Rel^it Jonsliip Between 
Participation and Organizational Gllmate: Ah Empirical Study of the 
Perceptions of High School Senior Students, Teacliers, Principals and 
District Superintendents in Innovative Versus Non-InnovaTivo Scliools*' 
(Unpublished Ed.D. dissertation. University of Massachusetts, 19.70). 

2 

Gary Adelson, "A Study of the Relationship Between Teacher Partici- 
pation .in Decision-Making and the Organizational' Climate of the School" 
(Unpublished Ed.D. dissertation, State University of N.Y. at Albany, 1972) 
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I 

of descriptive reports of the percept ions of: faculty and other 
educational porsonnGl. Part of tlie reason for this may be the 
difficulty at arriving; at operational definitions for certain 
concepts, such as, participation, influence, cl i mat c, . etc . Without 
operational definitions, these, concepts become hard to measure. 

Hopefully, "this review of the genL^rar'lTterature oh teacher "att itudes" 

about participatory decision-making may suggest some avenues and 

idtiilis' for Ivardv research. : : * - - 

Impl icat ions 

If a higli level of teacher effectiveness and satisfaction is to 
be objectified, educational administration must give a great deal of 
consideration to the attitude held by teachers regarding participation 
in the dec ision-making .process . It is important that the administrative 
programs of the institutions that train administrators reflect this 
necessity. It is to be hoped that this review will help improve group 
decision-making practices in education. * 

I ie findings of these studies have important Implications for 
curriculum development, creative teaching, instructional improvement 
and implementa '..n of effective changes and innovations. The 
administrator should involve staff members in decisions about these 
things. When teachers are- involved, their understanding of the 
administrator increases. If individual principals stifle teacher 

Newton Bergstein, "The Relationships Among Teachers' Percept ions ' of 
Their Participa^on in Decision-Making, Openness of Organizationa J 
Climate, and Organi^cat ional Output in a Sample of Non-Secondary 
Public Schools" (Unpublished Ed.D. dissertation. The University of 
RochQster, 1972). 



involvement, the. resultant beliavior could work to subvert tlie effcjctive'- 
ness of the organization to the point that it would not ip.eet its ^;oal 
o£ providing educational services. When teacliers feel that tliey hcive 
had some say in the making of the policies by which tliey vork, they 
will feel more of an identification with the organization. Thus, 
they, V7ill want to see it work. 
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